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Scope of Quality Assurance Review

In November 2007, the Office of Financial Managet{@¥+M) retained Sterling Associates, LLP to
provide Quality Assurance (QA) services for thedfpitise Data Definitions / Chart of Accounts (EDD
COA) project. This report contains the results wf lbaseline review.

® The baseline report provides an overview of the oflQuality Assurance and describes the methogidioerling
Associates uses to identify project barriers taeas and risk mitigation strategies.

® This report is based on our participation in progeivities, review of project documentation, anterviews with 31
individuals from 15 different state agencies.

®  This report also summarizes our Quality Assuramudirigs and project recommendations.

Quality Assurance reports are organized aroundir@jekssociates’ Quality Assurance framework which
includes 12 elements illustrated on pages 3 thr&ughd discussed on pages 6 through 7. These @lemen
include:

— Project Environment
— Integrity

—  Credibility

— Resources

— Schedule

— Expectations

— Commitment

— Leadership

— Communications

— Technical Approach
— Risks

—  Controls to mitigate risk
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Sterling Associates’ Quality Assurance Methodology

0 Quality Assurance framework for reviewing projechdnsions
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Sterling Associates’ Quality Assurance Methodologyontinued)

0 We measure the conditiowlfat i9 and the materialityso what? of departures from
the criteria What should be
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Sterling Associates’ Quality Assurance Methodologyontinued)

O The Quality Assurance evaluation is based on @&vewf tangible and intangible
evidence on products and processes.

TANGIBLE INTANGIBLE
(Physical) (Non-Physical)
Meeting Minutes Testimonials
Task Plans Anecdotes
PROCESS Project Management Observation
(How) Methodology
(When) Stakeholder Sign-off
(Who) , >
(How Much) = = o =
= =
A
Demonstrations Perception
Documentation Satisfaction
PRODUCT Reports Acceptancé___
(What) ey
]
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Quality Assurance Criteria¥hat should be...

H

The external, organizational and projeatironment must be considered when planning and
executing the EDD / COA project. Environmental uafhces can and do affect project success and
should be continuously monitored and managed.

Clearexpectations for whatwill be accomplished should be defined and undedsio advance of
determininghowit will be accomplished. Gaps in expectatienisetween what is expected and what

actually occurs-can influence the actual and/or perceived sucde&ne_cr()ro'ect. Expectation gaps
should be identified as early as possible and addrkto increase the likelihood of project success.

Theapproach (how) — the technology, facility, human resource, projegamization and project

management activities should be appropriate for the orgianizational cdppbculture and risk

hol?ranpe,c?nd should be designed before the preghedule and costs can be accurately
etermined.

The projectchedule should only be finalized after expectations havenbeearly defined and _

agreed upon, and the approach has been carefulyoged. If schedule and/or resource constraints

exist, they must be factored carefully during exaean definition and approach development. The

prcgect schedule should include contingency timeuftanticipated events which are certain to occur,
nd should consider the impacts on services, sliemd staff.

" The project schedule should be constructed tanlites task dependencies, to show changes and
theduée effects or delays as early as possibtetcaallow for tracking of actual progress against
planned.

Resources should be estimated based upon the expectatiamital approach and schedule.

Resource considerations should include people Lchmrwpment, software, facilities, skills and

%:ﬁg[acny for change. Contingency should be incitdeailow for undiscovered or unanticipated costs
at may occur.

" The project budget should be constructed to allmvirbcking actual expenditures against
Planne , and to document decisions that are matihe ioourse of the project and that may affect
he budget (a clear audit trail).
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Quality Assurance Criteria¥hat should be antinued)

0 Communications should be effective, proactive, as frequent assssrg and cover a broad
audience. Effective internal and external projerhmunications are criticat it affects every aspect
of a project. We believe the number one reasorept®ffail is due to ineffective communications.

0  Projectleadership responsibility resides with the program managesnsprs and parties responsible
for implementation. Effective leadership shoulddbesent in all areas.

O  Executivecommitment should be clearly demonstrated and the projeciggzahts should be
committed to the interim and final success of trqet objectives.

0 Therisk tolerance of the organization should be understomticonsidered during the planning and
throughout the course of the project. All projeattipants and stakeholders should be encouraged
to identify and communicate possible and/or aatisik. Risk mitigation strategies should be
developed and executed as needed.

O  Project controls should be commensurate to the rigkgpropriatecontrols should exist for tracking
budget and task progress, documenting and resabsog@s, and communicating status to sponsors,
stakeholders and oversight entities.

0  Credibility andintegrity should be earned by meeting commitments and thrbaghst
communications.
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Quality Assurance FindingsWhat is...

0 Environment

The Office of Financial Management began work @Rbadmap Programver four years ago to
respond to demands for better information, improv@hagement systems and streamlined
business processes and policies. The effort wasostgal by three other central services agencies,
the Department of Information Services (DIS), thepBrtment of Personnel (DOP) and General
Administration (GA).Roadmagplanning and activities spanned financial and acstiative

policies, processes, systems and data.Rideelmap Core Financial Systems Feasibility Study
completed less than a year ago and recommendethéhstiate complete several positioning
activities to help reduce risk and increase théulrsess of any future financial and administrative
solutions that the state may pursue. Includedaesdlpositioning activities was the need to establis
data definitions at an enterprise level and agbesability of the state to utilize the current ithat
accounts to meet its ever evolving business needs.

The project follows the implementation of the HRBt&tewide payroll system and electronic
recruitment system. Agencies express great appsereabout implementation of any future
statewide systems and the possible impact on dwsystems and current operations. Agencies
report that they were not prepared for the imp&aanplementing HRMS.

Agencies express a keen interest in understandmag theRoadmap Programlans to do to
address statewide policies, processes, systendadadl hey want to know about and understand
new standards in advance of implementation. Theg laa increasing interest in utilizing
enterprise systems to support common functionsagnitling the cost of developing and
maintaining multiple systems with the same fundaiagy. This is a departure from the long
standing practice of developing systems for jugt @agency or for one program within the agency.

Agencies report the increasing value placed onrsiaystems — internally between programs as
well as across agencies. Development of systemhsiteahared by multiple programs requires
increased effort on the part of all the organizaimvolved and project management expertise to
manage all of the activities, issues, and indivislira/olved. Agencies express interest in having
expert resources available to assist them witlcdimeplex development of shared systems.
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Quality Assurance FindingsWhat is...

0 Environment (continued)

The Enterprise Data Definitions / Chart of Accouprtsject was organized by OFM in response to
one of the positioning activities recommendatiomivw theRoadmap Core Financial Systems
Feasibility StudyFunding and FTE'’s were requested and receivethi®effort within the 2007-
2009 Biennial Budget. OFM requested $1.94M and=g.E’s to support this Level 3 project.

The EDD/COA project resides in OFM’s Accounting [8ien, Statewide Financial Systems,

Roadmap Programrhe project reports progress on a monthly basikd Roadmap Executive
Sponsors. The assistant directors for the Accogrdinision and the Budget Division are the
project sponsors. A project manager for EDD/COA I@esn appointed to plan, organize and
manage the project’s activities.

As required for Level 3 projects, DIS is providiogersight for this project and reporting status
regularly to the Information Services Board (ISRuality Assurance is being provided by Sterling
Associates and findings and recommendations witeperted regularly to the Project Sponsors.

The purpose of the EDD/COA project is to:

— Determine if there are unmet enterprise infornmatieeds that can be addressed through
common data definitions and the Chart of Accounts.

— Determine the business value of unmet enterprfsemation needs, and the cost vs. benefit of
addressing them.

— Determine the business value of establishing monsistent application of data elements
across the enterprise.

— Determine how addressing unmet information neenlddhaffect the existing enterprise data
definitions lists, the Chart of Accounts.

— Determine common data definitions to be used trout state government.
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Quality Assurance FindingsWhat is...

0 Environment (continued)
® The EDD/COA project is expected to work with stadelers to achieve several objectives.

— ldentify core information, accountability and mgament needs not being met or captured by the
current chart of accounts.

— Identify common definitions for current and propdsore enterprise data elements.

— Validate the state’s need for new enterprise firrand performance measurement data,
including a critical review to determine If changee needed to the state’s current chart of
accounts.

— Provide documentation to the Roadmap executivasspe to help them make a decision on
revising current state government financial andgoerance systems or migrating to the SAP
Public Sector Financial modules.

®  Depending on the results of the initial analysig, EDD/COA project may also be expected to
achieve the following additional objectives.

— Map the proposed enterprise changes into botkt#te’s existing systems and into the SAP
Public Sector Financial modules to:

» Evaluate whether either current state systems & 8#l meet the proposed needs, and
» Determine and document any gaps.

— Map the existing enterprise data elements from 3ERSAP to determine and document the
gaps in major business functionality.
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Quality Assurance FindingsWhat is...

0 Environment (continued)

— Determine the high-level impact on state agermi@siplementing the proposed changes to the
current state systems or to the SAP Public Seat@niial modules to:

= Estimate the high-level costs, including organa@i change management, for state
government to collect and input the data needeevige current enterprise state systems or
to implement SAP to enhance performance manageaneifinancial decision-making; and

» Analyze how well the proposed data elements ircthieent state systems or the SAP Public
Sector Financial modules would align with DOP’s SAlfman Resource Management
System (HRMS), the Health Care Authority’s (HCA) BRBenefits Administration and
Insurance Accounting System (BAIAS), and the Deparit of Natural Resources’ (DNR)
SAP Revenue, Timber, and Asset (RTA) system.
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Quality Assurance FindingsWhat is...

0 Expectations

" The scope of the EDD/COA project has been apprawedhe following business cycles are included
in addressing unmet business needs within:

— Performance Management and Budget,
— Cost Accounting,

— Asset Management,

— Procure to Pay,

— Reporting and General Ledger,

— Revenue Cycle, and

— Human Resources processes for time and attendahoedistribution and benefits
administration.

® Expectations for this project are being clarifiaternally with agency executives, the project
sponsors, the business owners, and the projectgaan®gency executives and the project sponsors
are interested in having the results of the EDD/(#déject available to help inform the decision
makers who are considering what steps to takewigxin theRoadmap Programlhe EDD/COA
project is expected to complete their analysisdnjyeOctober 2008. Meeting this date will allow
decision makers to determine if a decision packageipport the next steps of tReadmap Program
IS necessary and what it would contain.

— To some degree, the EDD/COA project has been gvampletion date without regard to the
work that needs to be performed or the processles tollowed. This places a constraint on the
project that adds risk to the project and imposem@nse sense of urgency. The project is well
aware of this expectation and developed a work fflahaccounts for this pre-determined
deadline. The project is monitoring this risk ag péits risk management efforts.
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Quality Assurance FindingsWhat is...

0 Expectations (continued)

" Project leaders have been involved in developiegtieject’s charter with the vision, goals, objees,
scope, deliverables, approach, outcomes, assurg@mhroles, and responsibilities. This effort
highlighted how difficult it is to describe the jpeot and to agree on what will be done and by whom.

" External stakeholders have expressed many expmwtatbout the project including the following
general assumptions.

OFM will clarify the direction of and decisiondated to theRoadmap Program.
OFM will clarify the objectives and expected reésulf the EDD/COA project.

OFM will communicate any proposed changes thaedrom this project and provide adequate
time to analyze and prepare for the impact of trenges prior to implementation.

OFM will listen to, understand, and consider tgact of proposed changes from this project on
agency operations in order to avoid unintendedtsesu

OFM will expand communications beyond the curiRoadmap Advisory Committee.

" Project team members expressed many expectatiomsllas

Utilize and build on the many work products alyeadmpleted to produce the work of the project.

Emphasize communication about the project in a@lérform and educate agency staff and
stakeholders.

Use project resources to support planned proftitees.
Roadmap Program leadership will direct and supgdbdf the positioning activities.
The Roadmap Program Office will manage progranviées.
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Quality Assurance Findings¥hat Is.. (continueq)

[

Approach

The EDD/COA project has two project sponsors whibpuovide policy guidance and champion
the project. The project will report to the Roadneapcutive sponsors on a regular basis. The
project has three business owners to guide thegigjactivities and achieve the objectives
described. The project manager has asked for s from different OFM divisions and from
other agencies. This should provide broad particpay the businesses directly involved in
project activities and those who could be direntipacted by the results of the project.

The EDD/COA project plans to utilize the Roadmapi&dry Committee to communicate with
stakeholders. This well established group has kedgé of thdRoadmap Prograractivities and
should have a natural interest in the work beingedoy the project. The current membership of the
Roadmap Advisory Committee does not have the breieksentation of agencies that the project
needs and wants to maintain communication with cegalar basis.

Recommendation #1: Revise the membership of the Roadmap Advisory @tearto extend
membership to other organizations who could be ctezhby EDD/COA.

Like other OFM projects, the Microsoft Solutionafrework is being used as the project
management methodology. This is a highly discigplineerative approach used for system
development. OFM has used the methodology for ngaays with several other projects.
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Quality Assurance Findings¥hat Is.. (continueq)

[ Schedule

The project has developed an initial work plan thegcribes the activities and tasks related to
each major milestone. Resources have been loattethenplan along with dependencies
between tasks. The project schedule does not ggderdany contingency time and assumes
that the tasks can be completed as planned. Thisesy optimistic given that much of the

work involves interaction with individuals and @m@s outside the project and the difficult
challenge of securing knowledgeable staff resourcasshort time frame. Should the resources

not be secured as planned or external participatidelayed, the schedule or scope of the work
may need to be revised.

As noted previously, the project is expected tawtthe results of their analysis in October
2008 in order to decide what should be includea decision package to support Readmap
Program Being given an established completion date impasggnificant constraint on the
project. To address this issue and mitigate theitriepresents, the project is trying to control
the scope and obtain dedicated resources as quaislppssible.
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Quality Assurance Findings¥hat Is.. (continueq)

[0 Resources

The EDD/COA project received $1.9M and 6.5 FTE'support their activities in this biennium. The
resources plan identifies six subject matter esgait would be temporarily assigned for 18 months
to the project in OFM from other agencies. Requiestthese resources with a broad array of
experiences are being made to individual agencies.agencies have been asked to make the staff
available for the project as quickly as possiblee Tevel of resources available to the project may
have to be adjusted if the schedule for the progefixed on a certain date or the scope of thgepto

Is increased. As the project is currently plantied level of resources appears to be adequate.

Many of the individuals involved in the projectiattes have expertise related to the state’s fanan
systems and practices. Utilizing resources witthstaduable, relative expertise will greatly ben#fig
project by not having such a long ramp-up timesfach person joining the project. The project
manager, known also as the product manager, hasierpe with the methodology being followed,
previous efforts that will be used to inform thi®ject’s work, and the actual statewide systemsdei
used currently to support the financial and adraiive needs of the state.
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Quality Assurance Findings¥hat Is.. (continueq)

0 Controls
" The project has established very reliable contrakide the following:
— Project plans that are sufficiently detailed, unld milestones, tasks, resources, and dependencies.
— A project charter that is already being followed aipdated,;
— An issue management process to identify, trackrasolve issues as they arise;
— Regular status tracking and reporting of key perénce indicators;

— A communications plan to support effective anécefht communications with executives, project
participants, end-users, stakeholders, and oversigh

— An established budget with spending estimateskitrg, and reporting;

— An established staffing plan with assumptions tamélines;

— A quality assurance plan with expectations andaesibilities; and

— Arisk management process to identify, monitod &ke action to mitigate a risk if needed.

®" The project has established a strong organizatginatture that is reflected in its organizatiociart
and throughout its project plans. The organizatistracture has many individuals involved and draws
stakeholders into the project in multiple ways. déthe Roadmap Executive Sponsors, the Roadmap
Governance Group, the Roadmap Advisory CommitteeTouchstone Group, and broad agency
participation directly on the project team shouldvyide the project with many opportunities to
podmr_r&unilclzate with stakeholders and draw on theinkedge and expertise collectively and
individually.

— See Recommendation #1.
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Quality Assurance Findings¥hat Is.. (continueq)

0 Credibility and Integrity

Credibility of the EDD/COA project is directly lidd to the credibility of the HRMS Project and
the Roadmap Programrlhe EDD/COA project should expect to experiemntgcism that is
outside their control or responsibility and is atiyassociated with theoadmap Prograror

the HRMS Project. Frequent interaction with stakédus and repetition of key messages
throdqg_ilw_ multiple vehicles will likely be necessépyestablish a unique identity and sound
credibility.

— When asked about their knowledge of the EDD/CCdjqut, stakeholders in almost every
one of the 15 agencies interviewed took the oppdstiio express their concerns about the
HRMS Project and the negative impact it has hathein operations after implementation.
Ten of the agencies volunteered that significamibye resources had to be directed to the
payroll function since the implementation of HRMfam expected and that additional value
was not being delivered by the new system. Addiioasources were not provided to these
agencies as part of the implementation of HRMSleaudlto be taken away from other
programs to support payroll.

— Unexpected results from the HRMS system seenmanemany of these agencies to verify
information submitted and information received freiiRMS in order to complete their
reconciliation processes. Several agencies reparteskd for a solution to their growing time
and attendance problem. Some frustration was reghavith the Time Management System
(TMS) and its known functional problems. One agemported that their payroll unit had
doubled in size, from four to eight staff membeawsg that the heavy workload still required
the staff to work overtime to meet payroll cutoffadilines.

Many of those interviewed noted the significanbefthey expended on thioadmap Core
Financial Systems Feasibility Stydiie collaborative nature of that work, and thefasion

about whether the recommendations from the stuelypaing followed. Stakeholders expressed
support for an enterprise approach to solving combusiness problems and sharing common
business systems. Stakeholders are anxious heatlieRoadmap Programbout the strategic
direction and standards related to administrathaéfanancial practices.
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Quality Assurance Findings¥hat Is.. (continueq)

0 Commitment

Some of the stakeholders interviewed question dnentitment to th&koadmap Progranand by
association the EDD/COA project, by the Roadmageptsponsors and executives in OFM.
With ever increasing interest externally on théessamanagement of information technology and
systems development practices, the perceived lealswategic direction to follow at the state
level is puzzling to many staff and stakeholdetse &bsence of a full-time Program Director
with responsibility to lead the overall effort, prde a strategic vision, and be the champion for
this effort is interpreted as a lack of support aathmitment.

Both of the EDD/COA project sponsors have demotesirtheir personal commitment to the
project during the planning phase. Project team begsnand business owners have participated
In planning and project management activities. Beses from other parts of OFM have been
identified and assigned to the project team. Ptqzjauicipants want to know what deficiencies
exist within current statewide systems or practibesv state agencies overcome the deficiencies,
and whether there is value in making changes tauh@nt environment. Individuals within

many state agencies want to know what is expedtdtem, their systems, and their practices.
This level of interest and support should serveBB®/COA project very well if it is accounted

for in project planning.
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Project RecommendationB+#nging conditions up to criteria

Recommendation #1: In coordination with the Roadmap Program Office, revise the
membership of the Roadmap Advisory Committee to extend membership to other
organizations who could be impacted by EDD/COA.

Benefits:
— Increases involvement in EDD/COA project plans exjplectations.
— Provides a venue for communication about the ptogestakeholders.
— Provides a venue for stakeholders to share thasirknowledge of business practices and program
operations with project team members.

— Provides broader exposure to and understandiBppBFCOA project activities as well as
Roadmap Prograrmnformation.
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